Unit Training Managenent

By Lt Col Joseph J. Thonmas, Maj Christian A. Nel son,
and Maj Stephen C. Robbi ns

“I'n no other profession are the penalties for enploying
untrai ned personnel so appalling or irrevocable as in the
mlitary”

Gener al Dougl as MacArt hur

This statenent is as true today as it was in 1940. As
| eaders we have the responsibility to ensure that our
Marines are trained to their full potential so they can
depl oy tonmorrow and acconplish any assigned m ssion.

I ncreased personnel and operational tenpo and decreased
fundi ng present commanders with real chall enges that
directly inpact unit readi ness. Regardless of these
chal | enges, conmanders nust continue to nmeet their mssion
requirenents. To neet these requirenents, comuanders must
first identify exactly what a unit nmust do to acconplish its
wartinme mssion. Once a unit’s wartine capabilities are
identified, commanders then apply the Unit Training

Managenment (UTM principles to the unit’s training program



Conponents of UTM

Unit Trai ning Managenent (UTM focuses training on the
tasks that are essential to a unit’'s wartinme capabilities.
UTMis the use of the Systens Approach to Training (SAT) and
the Marine Corps Training Principles in a manner that
maxi m zes training results and focuses the training
priorities of the unit in preparation for the conduct of its

warti me m ssion.

The Unit Training Management Program: A Structural Model

UNIT TRAINING READINESS

UNIBSIRAINING EVAILUATHONS CORE CARABIICINHIES

i+
i+
i

Collective Unit 2 Collective Unit o

e Training Events " Training Events N
C
-0 P _ .

R ] Collective Team/Section Collective Team/Section

L M . I

M Training Events CAE Training Events 5.
i A
s Individual MOS | Individual MOS R
Y’

Training Events Training Events

UNIT MISSION AND METL

Figure 1

The Marine Corps’ unit training nmanagenment programis

built upon a solid foundation consisting of the m ssion



statenent and the M ssion Essential Task List (METL) (Figure
1). The METL defines the core tasks that a unit nust be
capabl e of performng in a warfighting environnment, vice an
extensive |list of tasks the unit could acconplish if
unconstrained by tine or resources. This snaller, core |ist
is the result of the commander’s analysis and serves as a
tool to prioritize and focus unit training. Wen approved
by hi gher headquarters, the METL becones the descriptive
trai ning docunent for the unit and provides a clear,

war fi ghti ng-focused description of the highest-1evel

coll ective actions needed to execute wartinme m ssions.

The three pillars of the unit training managenent
programare formal training, ancillary training, and
Professional MIlitary Education (PME). Formal training
enconpasses Marine specific training that uniquely
di stingui shes our service and prepares individuals for basic
survival on the battlefield to include: Marine Corps Common
Skills, marksmanshi p, physical fitness, conbat water
survival, NBC, and |eadership training. Ancillary training
is training that supports individual readiness such as
sui ci de prevention, standards of conduct, voluntary
educati on, and equal opportunity training. PME is the
lifelong study of the foundations of the mlitary
profession, and is designed to equip Marines with the
know edge, confidence, and vision to exercise sound

deci sion-making in battle.



I ndi vi dual and collective training are the next
conponents of the unit’s training program This training is
progressive, conbat m ssion-focused, and buil ding-block in
nature. Individual MOS training events serve as the
cornerstones, and collective events formthe progressive
bl ocks building toward unit proficiency in core capabilities
and are directly linked to the unit’s METL. Conbat m ssion
training is the primary focus for unit conmanders, but it
nmust be bal anced wwth PME, formal training, and ancillary
training. This balanced unit training nmanagenent program
will prepare units for conbat-focused training eval uations.
Trai ni ng eval uations are designed to neasure proficiency in
unit core capabilities.

As the unit’s training readiness |evel increases, its
ability to weather the storns of conbat and to overcone the
fog of war nultiplies. Unit training readiness is the roof
built upon capstone evaluation, and will fluctuate over
tinme.

Trai ni ng Principles

Qut of the Marine Corps’ philosophy of training energes
fundanmental principles that are applicable to all |evels of
training. These principles provide sound and proven
direction and are flexible enough to accomobdat e the denands
of local conditions. These principles are not inclusive,
nor do they guarantee success. They are guides that
commanders can use to nmanage unit training progranms. The

Marine Corps training principles are:



Mari ne Corps Training Principles

-Train as you fight

- Make commanders responsi ble for
training

-Use standards-based training

-Use performance-oriented training
-Use m ssion-oriented training
-Train the MAGIF to fight as a
conbi ned arns team

-Train to sustain proficiency

-Train to chal |l enge

Appl vi ng the SAT Process for UTM

The SAT process (Figure 2) provides commanders with the
requisite tools and techniques to anal yze, design, devel op,
i npl enent and evaluate the training of their unit. The
Anal yze phase begins with the identification of those tasks
that are essential to m ssion acconplishnment. The unit’s
T/ O m ssion statenent, associ ated contingency and
operational plans, doctrine, and the METL of senior and
| i ke-units provide nost of the information required for the
commander’ s anal ysi s.

Qobvi ously, commanders bring their own experience,
training, and judgnent to the process of determ ning the
unit’s performance objectives. The end product of this

phase is the unit’s METL—a descriptive training docunent



Unit Training Management: Applying the SAT process.

Evaluation of core unit capabilities &
core individual skills as part of unit
exercises. Evaluation results serve
as input to the analysis phase

Analysis METL developed

Conduct training

Implement

Lay out training plan:

- mission oriented

- performance oriented
- standards based

Identify resources
Prepare:

-lesson plans
- Orders/LOls
Train the trainer

Figure 2

outlining the warfighting-focused tasks that nust be trained
to high proficiency. The analysis phase typically concl udes
at about the 45-day mark in the conmander’s tenure, but as
wi th the other phases of SAT, it is continuously revisited
and revi sed as necessary.

The Desi gn phase conmences when the commander and
princi pal staff begin to lay out long-, md-, and short-

range training plans. Long-range plans focus on the ngjor



trai ni ng exercises or deploynents for the next 18-24 nonths.
A critical step in the design phase is to relate collective
training standards directly to the unit’s METs. The
commander nust then prioritize the training effort. Wile
t he established METs are all essential and, therefore, not
thensel ves prioritized, finite training tinme and scarce
resources demand a well thought-out m d-range 8-12 nonth
trai ning plan.

The short-range 2-4 nonth training plan normally
focuses on the collective and individual training
acconpl i shnents of subordinate or | ower-echelon units. As
such, individual training events are related to the
appropriate collective training standard and, ultinmately,
uni t IMETs.

During the Devel op phase commanders and their staffs
ensure | ogistical planning, LO witing, and final
preparation of the trainers is acconplished. The three
preparatory phases--Anal yze, Design, and Devel op--are
conpl eted when the LO and exercise plans are added to the
established METL and training plans. The unit is finally
prepared to conduct well-ordered, m ssion-oriented training.

Training is conducted during the |Inplenent phase.
Commanders and their unit training nmanagers stage the
resources and personnel and conduct the planned training.

It is inperative that both the trainers and Mari nes being
trai ned have a cl ear understanding of the training

obj ectives and standards. Conbat training takes nmany fornmns,



but as long as it is clearly linked back to the unit’s METL,
the goal of the instruction, denonstration, or practical
application will never be | ost.

Finally, the Evaluate phase is the continuous process
that provides feedback for inprovenment. Has the training
nmet the predeterm ned expectations? 1Is the unit better able
to acconplish its mssion? How can we inprove training?
Trainers can determne this by conparing actual performance
to standards listed for each event or task. Checklists and
ot her performance support tools can be applied and should
also be tied directly back to the unit’s METL. Detailed
after action reviews should al so be enpl oyed to determ ne
better neans for acconplishing objectives.

Mari ne Corps Ground Trai ni ng and Readi ness (T&R) Program

Wth the signing of MCO P3500.72, the Marine Corps
G ound Trai ning and Readi ness (T&R) Program becane policy.
The purpose of the Marine Corps Gound T&R Programis to
provi de the commander with standardi zed syllabi for al
occupational fields wthin the ground conbat, conbat
support, and conbat service support conmmunities. The T&R
Program serves as a single reference for all individual and
collective training. T&R is evolving to incorporate and
repl ace the Individual Training Standards (ITS), the M ssion
Performance Standards (MPS) of the Marine Corps Conbat
Readi ness Eval uation Standards (MCCRES), the Maintenance
Trai ni ng Managenent and Eval uati on Program ( MATMEP)

Marines training as a teamto performin conbat is the heart



of the T&R Program T&R systemati zes commonly accepted
skills, is open to innovative change, and above all, tailors
the training effort to the unit’s METL. The T&R Program
provi des the focus and standardi zation that enable
commanders to train their units in accordance with the
training principles nore efficiently and nore effectively.
The Marine Corps’ T&R Programis built upon the foll ow ng

tenets:

T&R Program Tenets

-Bui I di ng bl ock approach to

t rai ni ng.
-Training events are linked to
expected conbat missions (MET S).
-Focus on Unit Core

Capabilities and I ndividual

Core Skills.

-Organi zation of tasks into executable
events.

- Sust ai nnent of training.

-Eval uation of training readiness.

T&R events serve as the central conponents of the
program and are devel oped by Subject Matter Experts (SME)
fromthe operating forces, supporting establishnent, and
ot her stakehol ders. These events are organized in a Task-
Condi ti on-Standard format and include a Conbat Readi ness

Percentage (CRP) and a Sustainnent Interval.



The CRP is a quantitative nunerical value used in
cal cul ating individual and collective training readiness.
The CRP value for each event is determ ned by that event’s
overall inportance within the training syllabus for that
unit, occupational specialty, or billet. The Sustai nnment
Interval is a period, expressed in nunber of nonths, between
eval uation or retraining requirenents. Skills and
capabilities acquired through the acconplishnent of T&R
events are to be refreshed at pre-determ ned intervals.
Those interval s nust be adhered to in order for Mrines and
units to maintain proficiency.

T&R Assessnent/ Eval uati on:

Trai ni ng assessnents provi de commanders with a process
to measure (through the use of CRP) the unit’s ability to
performevents and specified in the respective T&R manual s.
Thi s eval uation process is often scenario-based, focuses on
the unit’s METL, and uses collective training standards as
the criteria to assess unit proficiency. Unlike the
previous fornms of training evaluations, the T&R eval uation
process is continuous. Training evaluation is integral to
trai ni ng managenent and is conducted by | eaders at every
| evel .

As the Marine Corps inplenments T&R as the foundation
for unit training, the current MCCRES will transition froma
checkl i st-based evaluation of training to a continuous MET-
based evaluation of training. As part of this transition,

ALMAR 045/ 02 directs commanders within 45 days of assum ng



command, to review, update, and submt the unit’s METL to
t he next higher headquarters for approval. Wthin 90 days
t he commander nust conduct an internal assessnent of the
unit’s ability to execute each MET and prepare a definitive
pl an of attack to achieve MET proficiency.

Training assessnent is sinplified by utilization of the
T&R Program The unit conducts training and enters the
results of that training into an automated conputer program
simlar to the current Automated Trai ning and Readi ness
I nformati on System (ATRIM5) already in use. The individual
and collective CRP is conputed and the result is a
continuously updated system for determ ning where the unit
stands with respect to its METL. At any point in tinme a
commander can print the status of the individual and
col l ective training acconplishnents of a unit. The purpose
of recording individual and unit CRP is not to provide a
report card or to instill a checklist nentality, rather, it
provides a nmeans to credit training acconplishnment and pl an
future training. A CRP is a quicklook netric for
di splaying the unit’s training status, but is not required
to performevaluations. Formal evaluations by a unit’s
hi gher headquarters (at a time in the unit’s training cycle
determ ned by that unit commander) can, and shoul d be,
conducted to ensure that the unit's METL and the unit's
training plan correspond. This training evaluation tineline

is shown in Figure 3.



EVALUATI NG TRAI NI NG READI NESS
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UTM Support Tool s
A nunber of UTM support tools are available. TECOM
produces and conducts biennial UMtraining for all
operating forces. The training, conducted by a Mbile
Trai ning Team (MIT) from TECOM i s announced vi a Naval
Message, and is attended by commanders and their staffs at
all levels. TECOMis in the process of revising the
interactive UTM CD and will provide copies to all operating

forces down to the battalion level in FY-03. A UTM website




is available at http://www.tecomusnc.ml/utm and contains

all pertinent directives, |lesson plans, and links to a w de
variety of training resources. Current references
pertaining to UTM i nclude: the SAT Manual; MCO 1553. 3,
Marine Corps Unit Training Managenent; MCRP 3-0A, Unit
Trai ni ng Managenent Qui de; MCRP 3-0B, How to Conduct
Trai ni ng; and MCO P3500. 72, G ound T&R Program O der.

Concl usi on

UTM governs the major peacetine training activity of
the Marine Corps and applies to all echelons of the Total
Force. It guides commanders in the devel opnment of a METL,
whi ch details the specific tasks a unit nust be able to
acconplish in conbat. It is also the process that conbi nes
the Marine Corps Training Principles with SAT to ensure that
MET' s are incorporated into the unit’s training plan. The
T&R program maxi m zes training results by focusing a unit’s
training priorities on the acconplishnments of its wartine
m ssi on.

Lt Col Thonas is the Head of the Trai ning Managenent and
Eval uation Section of TECOM Ma Nelson is the Curricul um
and I nstruction Supervisor, and Maj Robbins is the Unit

Trai ni ng Managenent Supervi sor for the Traini ng Managenent
and Eval uation Section of TECOM



